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SOCIAL NETWORK RESILIENCE FOLLOWING ORGANISATIONAL CHANGE 
This paper presents two key findings from a longitudinal study examining the dynamics of social 
networks during organisational change. One, the degree to which users seek new sources of 
information while adapting to the change. Two, the degree to which social networks display structural 
resilience when undergoing significant structural and technological change. Users reported an increase 
in advice ties post-implementation, however a proportionally higher increase in ties within their work 
group compared to the wider network was identified. The results also supported the supposition that 
while IT driven change may initially disrupt social networks some networks possess a high degree of 
resilience, with key players reasserting their original positions of influence following the initial phase 
of change related disruption.   !
Keywords: Information Systems; Organisational Change; Social Networks 
The degree to which employees accept and utilize new information systems has long concerned 
both practitioners and researchers in the IT field (e.g. Robey, 1979; Swanson, 1982).  However the 
peculiarities and specific core design elements of contemporary Information Systems (IS) require a 
more comprehensive approach to understanding what determines a user’s degree of system 
acceptance.  Previous research has tended to focus on individual antecedents of user acceptance, such 
as self efficacy (Hong, Thong, Wong & Tam, 2001; Venkatesh & Davis (1996), pre-training and 
training environment interventions (Venkatesh, Speier & Morris, 2002), computer anxiety and 
intrinsic motivation (Venkatesh, 2000) as determinants of user acceptance.  However, the frequent 
coupling of task and process re-design with large scale enterprise systems implementations (either 
through deliberate intent or as an unintended consequence of system protocols) requires a broader 
examination of social and structural elements as possible determinants of user attitude.   
We report on an attempt to investigate the structural implications of introducing Enterprise 
Systems (ES) technology into an organization, drawing on both the structuration and social network 
analysis literatures to do so.  In particular we investigate the dual role played by “soft structural” 
characteristics such as employee social network configurations when introducing ES technology.  
Following the lead of authors such as Orlikowski (1991, 1992; 2000), Grifith (1999) and Poole and 
DeSanctis (2004) the reciprocal interations of technology design and structural characteristics during 
significant organisational change are examined.  While ES technology may demonstrate the capacity 
to induce organizational change we also explore the notion that existing organizational institutions 
and structures may also determine the permanence, extent and magnitude of the change experienced 
by the organization and consequently effect the degree of acceptance reported by users.   
!
INFORMATION SYSTEMS AS INSTITUTIONAL  STRUCTURES 
Initiated by Orlikowski and colleagues, the value of adopting a structuration perspective when 
carrying out IS research has steadily gained acceptance in the IS field (e.g. DeSanctis & Poole, 1994; 
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Griffith, 1999; Orlikowski, 1991; 1992; Orlikowski & Robey, 1991; Poole & DeSanctis, 2004).  In 
broad terms structuration theory argues that human behavior is determined by a “duality of 
structure” (Giddens, 1984).  This duality is the product of a series of inter-dependent interactions 
between social systems and institutional structures.  “Structure” represents the collective 
institutionalized properties, rules and resources embedded within organisations that mediate everyday 
activities.  Social systems are viewed as sets of interactions concerned with the concrete practices of 
individuals operating within the structures of the organisation.  The regular, patterned nature of these 
social interactions between actors, within existing structural elements that work to reinforce or 
legitimize those very same structures is termed the “duality of structure”.  Structuration theory as it 
has been adopted within the IS/IT literature has argued that technology should be considered as a 
representation of structure within an organization (DeSanctis & Poole, 1994).  They argue that 
information in its many forms is capable of acting as a form of social structure, providing users with 
both resources and rules that govern and enable behavior.   
Most notable has been the development of DeSanctis and Pooles’ (1994) Adaptive Structuration 
Theory (AST).  AST argues for the capacity of IT to impose yet another set of structural attributes or 
properties on users.  In particular their theory addresses in detail the characteristics and features of the 
technology by defining a system types’ “spirit” as well as its structural properties. DeSanctis and 
Poole (1994) define a technology’s structural properties as the specific rules, protocols, capabilities 
and resources provided as part of the system’s inherent design and construction.  Importantly AST 
makes explicit the capacity of contemporary advanced IT systems to offer a wide variety of 
capabilities and configurations.  The other, less tangible component of technology is what DeSanctis 
& Poole (1994) describe as a technologies’ spirit.  The spirit of a system reflects the manner in which 
people are expected to interact with the system, interpret its function and intent where these elements 
may not be specifically communicated.  While spirit can reflect a normative structure of system use 
and intent, the spirit of a technology is determined largely by how it is presented to, and perceived by 
users.  The interpretive nature of spirit is important in that the features of a technology can be 
appropriated by users faithfully as intended by design, function or intent.  Technology can also be 
appropriated in a way that is described as ironic (Poole & DeSanctis, 1990).  For example, while the 
faithful appropriation of a phone book would be to use it as a data storage and retrieval mechanism, 
most of us just use them to raise the height of our computer monitors. Applying a similar logic this 
study goes further, suggesting that user’s relational and social networks are also valid representations 
of structure and the interactions of the two may help to explain users reactions to ES technology. 
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Consistent with Giddens’ conception of structuration it is the recursive interaction between the 
structural aspects of the ES and existing social structures that determine the extent to which the 
characteristics of the system are appropriated in a faithful or ironic nature.   
DeSanctis and Poole (1994) argue a key strength of AST is its ability to account for the 
structurational potential of technology while also acknowledging the characteristics of the technology 
and its effect on users as called for by authors such as Orlikowski and Iacono (2001).  While AST is 
yet to receive a significant amount of empirical support, variants of the structuralist approach such as 
AST have enjoyed an increasing amount of acceptance within the IT research field (Poole & 
DeSanctis, 2004).  Applying structuration theory to the role played by technology in organizations 
therefore helps to avoid an overly deterministic approach  to the introduction of IS into organisaitons, 
while at the same time acknowledging the presence and effect of the IT artefact (DeSanctis & Poole, 
1994; Orlikowski & Iacono, 2001).  IT researchers adopting a structuralist stance argue that while ES 
system protocols may to a certain extent determine individual action, human agency also determines 
the extent to which technology is incorporated into everyday operations (Orlikowski, 1992). 
Applying a similar logic employee social networks are also considered capable of being considered 
representative of structure and social action within an organization.  The failure of past research to 
acknowledge the role of individual action and the influence of social context represented by this 
approach when considering the acceptance and use of IT is considered to be a significant oversight 
(DeSantis & Poole, 1994).   
!
SOCIAL NETWORKS AS INSTITUTIONAL STRUCTURES  
Poole and DeSanctis (2004) outlined a set of requirements for researchers wishing to examine 
structuration in an IS/IT context.  Among them were the need to identify an array of relevant 
structures; to clarify the relationship between the structures; to develop a description of how the social 
system works and a description of how the social context is reproduced; to identify the redefining and 
reproduction of structures; and to undertake a critical enquiry into the dynamics of power underlying 
the structuration process. As social network configurations represent both structures and social action, 
we argue that the “duality of structure” can be closely observed and measured via a social network 
analysis approach, particularly when adopting a longitudinal research design.  More specifically, 
adopting a social network analysis approach lends a methodological and theoretical specificity to IT 
research adopting a structuration perspective. Pursuing such an approach also allows a far greater 
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degree of attention to be paid to a user’s social context and the impact it may have on user acceptance 
outcomes (Karahanna & Straub, 1999). 
As a separate discipline study exploring the dynamic nature of an organization via a social network 
approach has steadily gained legitimacy within the management and organizational change literature 
(Borgatti & Foster, 2003). Employee social networks have been found to be related to a range of 
organisational phenomena including performance (Mehra, Kilduff & Brass, 2001), attitudes (Pastor, 
Meindl & Mayo, 2002) and job satisfaction (Roberts & O’Reilly, 1979). A growing body of work is 
focused not only the role that social networks play in facilitating organizational change (e.g. Leonardi, 
2013; McGrath & Krackhardt, 2003; Tenaski & Chesmore, 2003;) but the consequences of 
organizational change on networks (e.g. Shah, 2000; Susskind, Miller & Johnson, 1998).  However, 
existing work tends to focus on the manner in which networks can help or hinder the change initiative 
(Daly & Finnigan, 2010; Kim et al., 2006; Stevenson, 2003).  Others focus on the manner in which 
the change alters actors’ network interactions, for example in relation to power (e.g. Brass, 1984) or 
structural holes (e.g. Susskind et al., 1998).  To date the consideration of social networks and the 
effect of network disruption on “attitudes to change” has only received sporadic attention.  What few 
examples there are tend to focus on “catastrophic” events such as downsizing (Shah, 2000), and place 
a reduced emphasis on resulting participant attitudes towards the change event.   
In this study we were particularly interested in the social structures represented by user’s 
advice networks. Advice networks are the pattern of relationships concerned with obtaining 
information, guidance and help on work-related issues. Organisational changes, such as the 
implementation of ES technology, are considered particularly capable of occasioning long-term 
changes to such social network interactions.  Researchers have noted changes such as increases in 
lateral (horizontal and inter-group) communication, increases in workload monitoring and scrutiny, 
shifts in resource and information providers, as well as changes in accountability and audit trails of 
work following the introduction of ERP technology (Haines, 1999; Lau, Wong & Law, 2001). 
Therefore ES’s capacity to alter the rate, quantity and quality of available information has significant 
ramifications for social networks based around information and resource transfer (Huber, 1990). 
Despite the likely potential of long-term effects of such organizational change initiatives on network 
configurations, there has been little research examining sustained change in social networks. There is, 
however, some research examining the short-term effects of organizational change. For example, 
Barley (1990) and Haines (1999) document the challenges faced by previously powerful employees 
following the introduction of new technologies.  In each of the examples user’s lack of IT competence 
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meant they had to seek previously unsolicited advice.   Burkhardt and Brass’ (Brass & Burkhardt, 
1993; Burkhardt, 1994; Burkhardt & Brass, 1990) longitudinal study is another of the few to 
recognize that change activities do (at least in the short term) alter network configurations.  For 
example, Burkhardt and Brass (1990) identified changes in advice network characteristics, namely 
measures of centrality and power following the introduction of a health information system.  Advice 
network changes were largely attributed to employee system proficiency and knowledge as team 
members became dependent on those regarded as system experts for advice and assistance.  It 
therefore appears as though there are significant short-term changes in advice networks, such that 
density and centrality will increase shortly after the implementation of an organizational change. 
Social Information Processing (SIP) theory may provide a basis with which to consider the 
nature of change observed research carried out by the likes of Ellis (1992) and Chattopadhyay et al. 
(1999).  SIP has also been used to explain employee attitudes to organizational and technological 
change (Burkhardt, 1994; Ellis, 1992).  SIP argues the development of beliefs is derived primarily 
through a shared sense-making experience (Chattopadhyay et al., 1999).  Attitude similarity within 
social contexts is argued to occur in two ways.  First, a process of socialisation allows actors to 
interpret informational cues from other actors as to expected attitudes and behaviors within a given 
setting or towards a specific workplace phenomenon (Rice & Aydin, 1991).  Second, particularly in 
ambiguous situations, SIP facilitates the development of beliefs through a shared sense-making 
experience involving the development of an understanding of the ambiguous event via employee 
interactions (Chattopadhyay et al., 1999).  Further, that SIP is likely to be strongest in uncertain 
situations when referent sources possess high credibility (Ellis, 1992).  The second point appears 
especially relevant given the degree of structural change potentially occurring following the 
introduction of an ERP system.  It would be fair to describe the introduction of an ERP technology as 
an event possessing a high degree of ambiguity.  Given this, the extent to which users will depend on 
others around them to make sense of system driven changes is highly likely.   
Hypothesis 1: Employees effected by a change intervention will reflect higher levels of advice 
seeking behaviour immediately following the implementation of the change intervention than before 
the organisational change. 
However the core tenets of structuration theory would indicate that a change in only one 
single structural element will be enough to enable a long term change in employee behaviour, 
particularly when equally embedded and influential social systems exist, as is the case when 
considering the role of advice networks within organisation.  To the best of our knowledge, there are 
   of  5 21
Page 5 of 21 ANZAM 2014
very few documented examples of the manner in which employees embrace change interventions as 
an opportunity for permanent “occasions for structuring” (Barley, 1990); developing new ties, 
consolidating existing ones or even dissolving unwanted ties. In contrast, it is highly likely that after 
the initial implementation and shakedown phase is complete that users will re-assert their existing 
connections due to the high economic cost of sustaining and establishing network contacts it is 
unlikely that over the long term that user will demonstrate a willingness to service this larger group of 
network contacts. 
Hypothesis 2: The social networks of employees effected by a change intervention will reflect 
similar levels of advice seeking behaviour following the shake-down phase of the implementation 
consistent with network patterns observed before the organisational change. 
!
The case reported here represented an opportunity to not only document longitudinally the 
social network dynamics during an organisational change process but to specifically measure the 
resilience of an advice social network following an organisational change.  The relative youth of 
network analysis has contributed to the network effects of organisational change being under-
researched.  Network research has tended to focus on the antecedents or outcomes of “static” network 
structures, an essential first step before  graduating to studies devoted to the dynamics of network 
interactions (Brass et al., 2004).  
!
CASE ORGANISATION - ERUDIO 
All data collected were from a large tertiary educational institution with campuses located 
throughout Queensland, Australia (hereafter referred to using the pseudonym Erudio).  Data collected 
for this study was collected from the Business faculty within the site hereafter referred to as “City”. 
City has over 30,000 students enrolled in eight faculties with courses ranging from graphic arts, 
business studies, to applied science. At the time of collecting data for this paper Erudio management 
had approved the introduction of HAL (also a pseudonym), an information system built around a 
commercially available enterprise wide application.  The introduction of this system was seen as a 
catalyst for a number of changes aimed at establishing consistency between campuses and the 
establishment of a single set of organizational protocols in relation to student administration.  The 
quote below offers an insight to the degree of change likely to be experienced by users. 
“The implementation of [HAL] will drive a fundamental shift in the way the organisation 
works at all levels.  New technology will require new knowledge.  New processes and procedures will 
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be needed to maximise new functionality.  New expectations will be required to confirm that business 
performance (generated through technical and human performance) meets or exceeds projections. As 
a result, all aspects of the organisation, including structure, roles, responsibilities, performance 
metrics and culture may need to align to support the new paradigm.”  (Change Management Strategy 
document, 2003, 24) 
METHOD 
Advice network data were captured at three points, 3 months prior to system implementation 
(Time 1), 4 months after implementation, during “shakedown” (Time 2) and 9 months after 
implementation (Time 3).  The study adopted a roster method of data collection (Scott, 2000). 
Participants were provided with a list of all relevant administrative personnel they were likely to 
contact and spaces to add contacts if required.  Participants were asked to indicate a level of frequency 
in response to the questions “Who interacts with you to obtain the advice they need to carry out their 
duties/tasks/job? and “Who do you interact with to obtain the advice you need to carry out your 
duties/tasks/job?  For the purposes of this study an estimate pooling approach was used to reduce bias 
and improve respondent accuracy when recording reported levels of advice giving and taking 
(Borgatti & Cross, 2003).  The degree of dependence of i on j was calculated as an average of the 
extent to which i claimed to be dependent on j and the extent to which j claimed i was dependent on 
them.  This approach is recommended to reduce bias associated with the over-reporting of outgoing 
ties and the under-reporting of incoming ties. Of 26 possible participants within the bounded network, 
21 participants reported at all data collection points giving an overall response rate of 77%.  The 
majority of participants were female (81%), classed as a team supervisor or lower (70%) and had been 
in the organization longer than five years (66%).  Fifty-seven percent of participants were over the age 
of 40, with 38% between 40-49, 19% between 30-39 and 19% between 20-29.     
RESULTS 
Analysis of the data involved three separate activities including visual inspections of maps 
generated by NETDRAW (Ver. 2.07), participant in-degree centrality and compared across time, and 
Krackhardt and Stern’s (1988) E-I ratio was used to measure the extent to which actors sought advice 
within or between their workgroups. UCINET (Ver. 6.178) was used to carry out all of the analyses 
reported here. 
[Insert Figure 1.0 here] 
[Insert Figure 2.0 here] 
[Insert Figure 3.0 here] 
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Participant In-Degree Centrality 
Examining change in individual ties can give a more refined picture of the structural change 
taking place that other network measures such as density (Shah, 2000; Totterdell et al., 2004). IN-
degree centrality measures the number of direct ties to an actor from other actors in the network, in 
this case the number and frequency of times a user received advice from other users in the network 
(Freeman, 1979).  IN-degree, rather than OUT-degree measures were chosen due to their reduced 
exposure to self report bias.   
As hypothesized, a paired samples t-test showed that there was a significant difference 
between advice IN-degree centrality at Time 1 and Time 2  (t(25)=-4.10, p<.001).  Advice IN-degree 
centrality was greater at Time 2 (M=15.23, SD=6.83) than Time 1 (M=10.35, SD=5.64).  A paired 
samples t-test showed that there was a significant difference between advice IN-degree centrality at 
Time 2 and Time 3, (t(25)=4.35, p<.001) with advice IN-degree centrality greater at Time 2 
(M=15.23, SD=6.83) than at Time 3 (M=10.23, SD=6.15).  No significant difference in advice IN-
degree centrality was found between Time 1 and Time 3, t(25)=.11, p=n.s.  A graph of the centrality 
scores (see Fig 2.0 below) demonstrates clearly that after the initial post-implementation phase most 
users reverted back to similar numbers of advice ties. 
[Insert Figure 4.0 here] 
It was considered important to not only measure whether people reported similar level of 
interaction over time but to also measure the nature of those interactions.  In simple terms we wanted 
to measure if users were still interacting with the same advice sources.  Testing the network’s 
structural stability over time was carried out using Hubert’s (1987) Quadratic Assignment Procedure 
(QAP).  QAP procedures allow researchers to measure the degree to which two NxN matrices are 
similar beyond what might be expected by chance (Krackhardt, 1988).  The QAP test is carried out in 
two stages.  First it examines the correlation between each corresponding cell of the two matrices 
under examination.  Due to the nature of network data and the potential for high degrees of 
autocorrelation between variables it performs a random permutation test to establish the standard error 
for the correlation coefficient (Borgatti et al., 2002).  The permutation test randomly permutes the 
rows and columns of one matrix onto the other a number of times.  After each permutation the 
correlation coefficients’ are re-calculated and compared against the original result.  A pseudo-
probability measure results whereby the number of times a random permutation is larger or equal to 
the original result is reported.  The number of permutations carried out improves the accuracy of the 
standard error calculations and confidence in the reported p values (Borgatti et al., 2002).The QAP 
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routine provided by UCINET6 provides a range of summary statistics to describe the relationship 
between the two matrices.  In this instance Pearsons r is reported.  The network was compared across 
each time period.  The advice network recorded the highest correlations between Time 1 and Time 3 
(r=.42, p<.01), although the correlations across Time 1 and Time 2 (r=.39, p<.01) and Time 2 and 
Time 3 (.37, p<.01) were also high. This result suggests that the advice network was somewhat 
resilient throughout the organisational change process with similar patterns of interaction across the 
three time periods, and that although there were some changes immediately following the change 
implementation, in the longer-term employees tended to revert back to those they interacted with 
frequently at Time 1.   
[Insert Table 1.0 here] 
Overall these results indicate that at Time 3 the majority of users reported similar levels of 
advice ties at Time 1 after a significant but temporary increase in ties at Time 2.  Further, that the ties 
reported at Time 3 were likely to be the same people they relied on for advice at Time 1.  This would 
indicate that despite the degree of structural change represented by the new system this network 
demonstrated a degree of resilience to the change. 
The final analysis was carried out to gain a clearer understanding of user’s advice seeking 
patterns within and between their immediate work groups.  An examination of Krackhardt and Stern’s 
(1988) E-I index as it relates to Advice networks provides an alternative approach to examining the 
change in tie distribution.  Rather than examining the network for its overall patterns (i.e. density) or 
ego networks (i.e. in-degree ties) the E-I index allows an assessment of the degree of interaction 
between and within groups in the network.  In simple terms Krackhardt’s (1988) E-I index provides a 
ratio of ties reported outside the immediate workgroup to all those observed.  Membership of groups 
is identified a-priori by the researcher, which in this case was based on formal workgroup 
arrangements. The E-I index routine offered by UCINET6 provides a raw E-I score (External – 
Internal / External + Internal ties), expected score (ratio of maximum and minimum scores given the 
size of sub-units and density of the network) and a re-scaled index (raw score rescaled to fit within the 
expected score).  In most cases the re-scaled index is of interest as it provides a truer indication of tie 
distribution throughout the network by controlling for the size of the groups and the overall density of 
the network under examination.  E-I scores are provided for the overall network, each nominated 
group and for each actor.  A random permutation significance test of the overall E-I score is also 
provided.  E-I index scores range from -1 to 1 with a positive ratio indicating a tendency to interact 
with others outside of their nominated groups.  A negative score indicates a tendency for internally 
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focused actor interaction and group closure.  In short, participants in groups with negative scores tend 
to prefer to interact with their own group members, rather than with others outside the group.  E-I 
ratios were calculated for advice networks at all three time points. 
Consistent with previous research (McGrath & Krackhardt, 2004) the users’ advice networks 
reported negative advice and resource sharing ratios at Time 1 and Time 2, however at Time 3 users 
appear to have moved to develop proportionally more external advice ties.  At Time 1 the network 
reports a low level of within group dependence (-.29, p<.001).  At Time 2 however both networks 
report a moderate to high within group dependence (-.62; p<.001).  The moderate to strong negative 
orientation of the E-I index for the network shows a higher proportion of strong ties within groups 
than across groups at Time 2.  At Time 3 the level of between group interaction can be seen to 
increase with the rescaled E-I index rising to -.07 (p<.05).   This has been represented graphically in 
Figure 3.0 below.  Immediately following the system’s implementation users appear to have increased 
their reliance on group members for advice, rather than seek advice sources outside their work groups. 
At Time 3 this trend has been reversed with users reporting a comparatively higher tendency towards 
a positive E-I ratio.  
[Insert Figure 5.0 here]  
DISCUSSION 
The aim of this study was to examine the dynamics of social networks under conditions of 
significant structural and technological change.  In particular we were interested in identifying 
whether any changes in advice seeking behaviour patterns occurring immediately after an 
organizational change were maintained or if the previously established advice network reasserted 
itself. Interestingly, we found that the network displayed high levels of resilience even in a 
circumstance where the change intervention represented potential for significant network disruption. 
Network Resilience & Inertia 
Despite showing evidence of initial disruption, the advice network studied retained its 
structural characteristics in the long term.  While a significant increase in advice sharing was observed 
immediately following the implementation, the majority of users reverted back to a similar number of 
ties at Time 3.  Importantly the QAP results confirmed a structural similarity over time - people were 
obtaining advice from the same kind of people, not just similar amounts of advice.   
Our results indicate that perhaps elements of structure represented by IT protocols may 
struggle to gain acceptance when competing against embedded network interactions developed over 
time and are likely to possess relational and emotive elements.  Interestingly our result was observed 
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after a relatively short period of time indicating a possible reason for the often reported long lead-time 
for ES-type systems to yield results (up to 5 years) (Bingi et al., 1999).  While numerous practitioner 
articles yielded by an “ES implementation” Google scholar search advocate a “redesign of business 
processes in line with the new software”, few acknowledge the difficulty in successfully achieving 
this goal.  Work processes within an organization are not merely rational conduits of information and 
resources.  Rather they are relational connections between users, developed over time for a variety of 
reasons, few of which may be rational.  Consequently the adoption of new business processes may 
struggle to take hold in an environment dictated by network interactions possessing high degrees of 
behavioral and cognitive inertia as people struggle to adjust to new ways of interacting.  The 
implication is that organizations should not expect a smooth transition to new business processes as 
newly developed networks (as evidenced at Time 2) may tend to be superficial and context driven.   
Advice Seeking 
Early work by Krackhardt & Stern (1988) suggests that organizational networks characterized 
with high degrees of inter-departmental and cross-functional ties are better able to respond to 
organizational crises or large-scale changes.  Further, a number of authors advocate the “artificial” 
development of ties prior to an event to ensure adequate levels of advice sharing and social support 
mechanisms (e.g. Mohrman et al., 2003).  The results reported here would tend to support this second 
point.  A significant increase in advice sharing was only observed at Time 2, three months after the 
system went live.  Initial discussions with users indicated that Time 1 reflected a “normal” level of 
advice network activity, people were waiting to see what the system would bring and preparing to deal 
with it there and then - the majority of users focusing on present, not potential problems in the future. 
Additionally, when controlling for the size of the groups and density levels within the network users 
demonstrated a tendency to seek advice within their groups rather than outside their groups at Time 2 
but reverted to similar levels at Time 3.  
Taken together our results suggest that in this case users were not pro-active in their 
development of advice networks prior to the “go-live” date, and that the additional ties reported at 
Time 2 reflected a reactive approach to seeking advice on an as-needed basis following the 
implementation.  This presents some challenges to practitioners attempting to harness the power of 
inter-organizational networks to facilitate large scale change.  On one hand it appears that individuals 
naturally rely heavily on their close peers during stressful change episodes, while on the other 
previous research demonstrates the value for both change facilitators and recipients from developing 
ties outside their close immediate contacts.  As individuals do not appear to naturally develop network 
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ties that will help them during a change intervention  network interactions must be encouraged or 
developed, mechanisms put in place to facilitate the development of networks outside their locally 
established (possibly redundant) connections. 
LIMITATIONS & FUTURE DIRECTIONS 
While the longitudinal network analysis design offers a number of advantages, the use of a 
single department within a large organization raises questions of generalizability.  While data for 
another department were collected (and showed similar trends at Time 2) the stringent nature of 
network data response rates required its exclusion.  A larger study able to capture the interactions of 
multiple groups would offer a number of advantages, allowing greater opportunities for analysis and 
improved levels of confidence in terms of generalizability.  The ability to effectively measure the 
relationship between E-I ratios and change acceptance or perceptions of intervention success for 
example, would be especially valuable.  Further work is also required to determine under what 
conditions are participants more likely to actively search out advice sources beyond their immediate 
work group. For instance, rational choice theory may be used to test whether additional ties require 
additional investment (either affect or resource-based) and therefore require the dissolution of existing 
ties. 
In summary, our research has shown that networks can be resilient, even in the face of 
fundamental change. Our results have indicated that employees tend to have an optimum number of 
advice ties and that once the “shakedown phase” has passed they re-establish that optimum number. 
This presents an interesting dilemma for change practitioners, as on one hand the continuation of pre-
existing ties may help employees adapt to change more effectively via the presence of support 
networks as well as help continue positive outcomes within workgroups such as group identity, trust 
and loyalty.  However on the other, entrenched network ties may constrain or limit the outcomes of 
interventions aimed at exposing organisational members to new contacts, new ways of thinking and 
alternate approaches to work.  Based on our findings reported here it is suggested that practitioners 
take care to acknowledge that the mechanisms of the intervention itself will often not be enough to 
disrupt existing relational ties.  Instead, additional work is required to ensure that any desired change 
dependent on the establishment of new ties requires supplementary activities geared towards helping 
employees bed down and embed their new ties once initiated. 
!
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Figure 1. ERUDIO Advice Network Time 1 (3 months prior) 
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Table  1. QAP Correlation Scores 
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Figure 5.  E-I Index Scores Over Time 
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